
Piloting Notes!   

#10 – The Bright Futures Approach! 

 

Welcome to the tenth edition of “Piloting Notes!”, a series of short documents providing 
guidance for the implementation of CCF’s “Bright Futures” approach. 

Building on a 60-year legacy of achievement, 
in 2001 Christian Children’s Fund embarked 
on a ten-year process of strategic 
development, with the overall aim of 
becoming a “Leader for Children.”  A key 
result of this effort has been the 
development and testing of a refined 
development approach, now known as 
“Bright Futures”, which addresses both the 
causes and the effects of child poverty, in a 
holistic and sustainable manner. 

This edition of “Piloting Notes!” summarizes key aspects of the new program approach, referring 
to previous editions, so that we can all have a clear, common understanding of “Bright Futures”.   

 

Where Did “Bright Futures” 
Come From? 

As you know, CCF’s 2001 strategic plan 
sets four over-arching directions for the 
organization: 

• Providing leadership for more 
children. 

• Expanding financial resources. 

• Globalization for a stronger 
organization. 

• Maximizing resources and 
assuring quality. 

Once these directions were agreed, a 
comprehensive internal assessment was 
carried out, to gauge the organization’s 
capacity to implement the commitments 

made in the strategic plan.  This effort 
became known as the “OCA” – the 
Organizational Capacity Assessment - 
OCA.   

The OCA identified CCF’s key strengths 
and weaknesses relative to achieving the 
2001 strategic plani.  Since the OCA was 
completed, a series of actions have been 
taken to strengthen the organization.  One 
of these actions has been the development 
and testing of a “refined program approach 
that mitigates both the cause and effect of 
child and community ill-being through 
holistic and sustainable intervention 
strategies.” 
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i   Copies of the OCA report, and all other 
documents mentioned in this edition of Piloting 
Notes!, are available from Victoria Adams in 
Richmond. 



First, we carried out a participatory process 
of review and reflection, with a broad range 
of CCF staff and partners, and including 
benchmarking a number of key colleague 
organizations.  This review and reflection 
led to the identification of five key themes 
for change: 

• CCF programs will be based on an 
understanding of poverty, of how 
children experience poverty, and of 
the causes of child poverty at micro, 
meso, and macro levels.   

• CCF will provide closer support to 
development processes.   

• The agency of parents, youths, and 
children will be central to CCF’s 
program approach. 

• CCF will strengthen programmatic 
linkages, both horizontal and 
vertical. 

• Changes will be made to corporate 
systems. 

• Substantial support to frontline staff, 
partner institutions, and communities 
will be required. 

When these themes were presented to CCF 
management, it was agreed that a “refined 
development approach” (now known as the 
Bright Futures model!) would be pilot tested 
in three countries . . .  

So what is the “Bright 
Futures” approach? 

 

 

The Fundamental Principle 

The Bright Futures approach is based on 
the belief that people must be given the 
space to design and shape the programs 
that will be carried out in their 
communities and countries.   

The fundamental principle that has guided 
our thinking is that there is no universal 
strategy that CCF can apply across the 
complex and different contexts in which we 
work. Therefore, the emphasis is not on a 
framework that outlines what we do – e.g. 
health, education, etc – but rather on a set 
of common characteristics that will both 
set the tone of our work and provide 
coherence to CCF’s programming around 
the world. 

 

 

What Are These “Common 
Characteristics” 

Five characteristics will typify all “Bright 
Futures” programs.   

 

Bright Futures

Grounded 
and     
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Achieve 
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Each Child’s 
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All Bright Futures 
programs will: 

* 

1.  All Bright Futures Programs Will: 
Be Grounded and Connected. 

 

• Bright Futures programs are 
integrated into the surrounding 
social environment, contributing to 
and drawing from the assets and 
opportunities that it provides. 

• To achieve this, programs will be based 
in “Areas” that are similar in terms of 
culture and levels of poverty, matching a 
governmental level – usually the 
“district” level.   

• CCF staff will be decentralized to the 
“Area”, setting up an Area Office and 
using participatory methods and strict 
project management discipline to ensure 
effective program implementation.   

• Program planning will be based at the 
community level, and program 
implementation will be accountable to 
local communities. 

• Programs will be integrated with the 
efforts of other organizations, both 
governmental and non-governmental, 

offering opportunities to expand impact 
within the Area and beyond.   

See Piloting Notes! #2, 5, and 8 for 
more details. 

* 

2.  All Bright Futures Programs Will: 
Achieve Long-Term Change. 

 

Community 
Focus

Integrate Expand

De-
centralize

Area Base

Grounded 
and     

Connected

Three-Year 
Strategic 

Plan

Immerse & 
Design

Project 
Discipline

Causal 
Focus

Achieve 
Long-term 

Change

 

• Bright Futures programs are 
grounded in an understanding of 
poverty and of the causes of poverty, 
and are designed to make a long-
lasting difference in the lives of poor 
children. 

• To achieve this, program design will 
begin with immersion in communities 
and a thorough analysis of the deeper 
issues of poverty confronting children 
and communities.   

• This analysis will identify the causes of 
child poverty.  Program interventions will 
therefore take place where the causes 
of child poverty are found, whether at 
child, family, community, or area levels. 

• Programs emerging from this analysis 
will be designed and implemented 
according to a series of three-year “Area 
Strategic Plans.” 

• Programs will consist of a 
comprehensive set of integrated “Project 
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Activities” that have specific objectives, 
implementation plans and budgets.  
Financial flow follows budget and 
implementation. 

See Piloting Notes! #4, 5, and 9 for 
more details.  Also see guidelines for 

Area Strategic Planning and for 
preparing Detailed Implementation 

Plans. 

* 

3.  All Bright Futures Programs Will:  
Build People. 

 

• Bright Futures programs seek to 
build a stronger society with the 
ability to cooperate for the good of 
children and families. 

• Programs will build Federations and 
Associations of poor children, youth and 
adults that represent the interests of 
excluded and deprived people.  These 
entities will manage program 
implementation through and with 
partners.   

• Programs will be implemented through 
local bodies such as government, 
NGOs, or community-based 
organizations, building the capacity of 
these groups to effectively implement 
solutions to issues facing poor children. 

• A long-term, planned approach to 
capacity building will be adopted, that 
reinforces and strengthens local 
competencies and organizations so that 
communities can continue their efforts to 
build bright futures for their children long 
after CCF has phased out of their 
communities.  This approach will include 
clearly articulated and time-bound entry 
and exit conditions, and specific 
milestones to gauge progress towards 
exit. 

See Piloting Notes! #6, 8, and 9 for 
more details. 

* 

Empower   
Local 

People
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Build    
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4.  All Bright Futures Programs Will:  
Show Impact. 

 

Show 
Impact

Country

Area

ChildProject

 

• Bright Futures programs 
demonstrate the impact of our work 
in ways that matter to us and the 
children and communities we work 
with. 

• Using CCF’s poverty framework of 
Deprivation, Exclusion, and 
Vulnerability, the National Office will 
clearly articulate the organization’s 
niche, and demonstrate its contribution. 

• The impact of CCF’s programs will be 
demonstrated at community level in 
ways that resonate with the aspirations 
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and goals of children and communities 
themselves. 

• The outputs of each project will be 
rigorously monitored to ensure effective 
implementation. 

• Programs will be carefully monitored to 
ensure relevance to enrolled children. 

See Piloting Notes! #6, 8, and 9 for 
more details.  Also see guidelines for 
preparing Country Strategy Papers. 

* 

5.  All Bright Futures Programs Will:  
Recognize Each Child’s Gift: 

 

• Bright Futures programs recognize 
and value each particular child as a 
unique and precious individual. 

• Programs will be designed facilitate the 
development of each child in holistic 
ways, taking into account the different 
phases of development through which 
each child passes. 

• The voices of children will be heard and 
will shape the direction of programs. 

• The participation of children and youth 
in leading roles in their own 
development, and in the development of 
their communities and societies, will be 
central to program implementation. 

• Through program implementation, 
meaningful relationships will be formed 
between children, between children and 
adults, and between children and 
sponsors. 

 

What Have We Learned In 
Pilot Testing? 

As we pilot test the Bright Futures approach 
in two Areas each, in Ecuador, the 
Philippines, and Uganda, we are learning a 
great deal.   

Recognize 
Each 

Child’s
Gift

Child 
Development

Voice

RelationshipsParticipation

As this edition of Piloting Notes! is being 
prepared, each of the six pilot Areas has: 

• Set up operations in a decentralized 
manner, with CCF staff living and 
working from the Areaii. 

• Established Federations.  Various 
models exist: in Ecuador, there is one 
Federation comprising parents, youth 
and children; in Uganda, there are two 
Federations, for parents and for youth 
and children; and in the Philippines, 
there are three Federations, one for 
parents, one for youth, and one for 
children. 

• Trained the Area team and Federation 
members and staff in PRA methods. 

• Trained the Area team and Federation 
members and staff on how to carry out 
Area Strategic Planning. 

• Prepared Area Strategic Plans.  The six 
ASPs have been approved. 
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ii  In one intentional variation, Area staff in the 
Cordillera Area in the Philippines are employed 
by the Area Parents’ Federation.  This variation 
will be evaluated at the end of the pilot period. 



• Identified project implementation 
partners, prepared detailed 
implementation plans, and had a 
number of DIPs approved. 

• Begun to implement projects! 

 

What’s Next? 

We have learned many lessons during the 
initial piloting phase.  While piloting is not 
yet completed, eleven major lessons we 
have learned so far are shown in 
Attachment 1.   

Overall, according to an interim reflection 
carried out with all participants, the Bright 
Futures model seems to be working well 
and is strongly supported. 

 

We anticipate wrapping up the pilot year at 
the end of December, and then assessing 
the results.  CCF Management and Board of 
Directors will then review the experience 
and guide our next steps! 

 

A Final Note 

New editions of these Piloting Notes! will be 
distributed in the coming weeks and 
months. 

Meanwhile, as always, please let us know if 
you have any questions or comments about 
the Bright Futures model or these Piloting 
Notes! 

 

 
Piloting  Notes!         #10 – The Bright Futures Approach 
Draft                                       Page 6 



Attachment 1: Major Lessons Learned In Initial Pilot 
Testing 

For more details on these Lessons Learned, see the various Quarterly Reports produced during 
pilot testing. 
 

 
Background 

 

 
Lessons Learned 

Issue #11:  Program activities in the Bright 
Futures model are implemented mainly 
through partners – local institutions, NGOs, 
government agencies, etc.  The intention is 
to build the capacities of local agencies to 
address the causes of child poverty and 
adversity.   
When beginning to implement the Bright 
Futures model, local partners may not be 
familiar with CCF.  It may take time for them 
to commit to collaborative action with CCF 
and the Area Federations.  Also, their 
administrative systems (fiscal year, etc.) may 
not necessarily be in sync with CCF’s 
operational requirements.  This may delay 
the establishment of operational 
agreements.  

Lesson #11.1:  Initial planning may be less 
precise than expected.  Flexibility to move funds, 
once concrete agreements are reached, will be 
required, within clearly defined levels of 
authority.  
 
 
Lesson #11.2:  Collaboration with potential 
partners should begin as early as possible, even 
before Area programs are identified.  This will 
help accelerate the finalization of project 
agreements with partners once the ASP is 
approved. 
 
 

Issue #10:  The Bright Futures model 
includes elements that can be new for CCF 
staff, as budgeting, detailed implementation 
planning, and partnership development are 
emphasized.   

Lesson #10.1:  These competencies will need 
to be enhanced at Area and National Office 
levels.   

Issue #9:  Many parallel and complex steps 
(training, HR changes, ASP activities, etc.) 
are involved in preparing for Bright Futures 
implementation.  Where responsibility for 
coordinating Bright Futures preparation has 
been assumed by a dedicated manager, 
progress has advanced more rapidly than 
where these duties have been handled by 
staff along with their other ongoing tasks.  

Lesson #9.1:  It is unlikely that existing staff 
with fulltime responsibilities can feasibly assume 
the additional burden of Bright Futures 
implementation support duties.  Consideration 
should be given to naming a dedicated Project 
Manager in each country during rollout, to 
ensure that details are coordinated, decisions 
are made in an opportune manner, lessons 
learned are documented, etc.   
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Background 

 

 
Lessons Learned 

Issue #8:  The Bright Futures model works 
in “areas,” defined as contiguous geographic 
zones with a degree of social, economic, and 
cultural homogeneity, matching the level of 
governmental service delivery.  
In the Philippines and Uganda, the “Areas” 
selected included existing CCF “projects.”  
To ensure that these Areas contained a 
sufficient number of enrolled children, for 
budgetary purposes, they have 
encompassed a certain number of existing 
“projects.”  This, in turn, has resulted in very 
large Areas, especially in the Philippines, 
where movement between communities in 
an Area requires more than 6 hours by car.  
Even in Ecuador and Uganda, pilot Areas 
are quite extensive.   

Lesson #8.1:  Areas should be formed which 
are fairly compact, working with communities 
that are fairly continuous. 
 
Where existing “projects” are being combined 
into an Area, a growth plan should be prepared 
to fill in gaps, forming fairly continuous 
coverage.  

Lesson #7.1:  Where possible, the introduction 
of this new program model should be done in 
locations where the growth is not required in the 
immediate short term.  
An initial period of building relationships, building 
the Area Federations, carrying out the ASP 
process, etc., without pressure to increase 
caseload would be a great advantage and, in 
fact, should be a part of the model.  

Issue #7:  CCF Ecuador is pilot testing the 
Bright Futures model in two new Areas, 
where the organization has not worked in the 
past.  Management has emphasized this 
growth, both because of CCF’s financial 
model in which funds are available only 
when sponsors are assigned, and because 
(originally) it was needed to replace 
caseload from Colombia.  

Lesson #7.2:  CCF’s financial model implies 
that funds are not available until sponsors are 
assigned to children in a given area.   
This model may have been appropriate in the 
previous program approach, which emphasized 
service provision by CCF itself.  In the Bright 
Futures model, however, when operations 
begin, it would be better to have a small amount 
of funding available.  Consideration should be 
given to averaging sponsor contributions over a 
specific period, so that some funds are available 
when commencing operations.  

Issue #6:  An “Area Finance Officer” position 
is included in the standard Bright Futures 
model.   

Lesson #6.1:  In some situations, particularly 
where Area Federation staff carry out 
bookkeeping functions, a full-time Area Finance 
Officer position may not be required.   
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Background 

 

 
Lessons Learned 

Issue #5:  Some reduction of staffing levels 
is likely as Areas are formed from existing 
“projects”.  This staff reduction is not a 
requirement of the Bright Futures model; 
rather, it tends to occur as a result of the 
“clustering” effect that occurs as Areas 
replace “projects.”   

Lesson #5.1:  Any reduction in staffing should 
be made while ensuring that on-going 
operations can continue without any loss in 
quality.   

• In particular, SR performance must be 
maintained.  Staffing levels must evolve to 
ensure this, and management must give 
attention to this issue during the transition.  

Issue #4:  The direct provision of services, 
such as school fees and medical checkups, 
is a component of many CCF-supported 
programs.  Experience to date with Area 
Strategic Planning indicates that the 
provision of such services can often be 
assured in a more sustainable manner 
through, for example, partnerships with local 
government.  

Lesson #4.1:  Some dependency on CCF 
service provision may have been created over 
time.  Therefore, any transition of program 
approach away from such services should be 
gradual, to avoid disruption and to minimize risk 
to CCF. 

• Some level of strictly targeted direct services 
may need to be retained during the 
transition, phased down over time. 

• The “safety net” and home visitation system 
should provide additional safeguards.  

Lesson #4.2:  Outreach to enrolled families, 
with a consistent and clear message, explaining 
the new program approach, is very important.  
This can be part of the “home visiting” program 
being introduced as part of the “safety net.”   

Issue #3:  Significant changes to field 
working practices  
are introduced in the Bright Futures model.   

Lesson #3.1:  Sooner or later, changes to field 
working practices will have an effect on the role, 
function, and structure of the National Office.  Of 
course, pilot testing is, at present, limited to 
certain Areas only.  It seems clear that, once 
pilot testing is concluded and rollout begins, 
unless National Offices begin to adjust their 
roles and structures, certain inefficiencies could 
emerge.  

• National Office roles and structures should 
be monitored and adjusted as required once 
Bright Futures rollout begins.  This kind of 
organizational development needs to be 
undertaken carefully. 
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Background 

 

 
Lessons Learned 

• As rollout takes place, it is likely that similar 
effects will cascade upward to regional and 
international levels in CCF.   

Issue #2:  Related to the “significant 
changes to field working practices” 
mentioned above, at least three areas of 
competency that are included in the Bright 
Futures model may be somewhat new to 
many CCF programs: 

• Moving beyond participation to building 
the true involvement and empowerment 
(“agency”) of children and youth. 

• Building civil society by “scaling up” the 
current CCF-supported parents’ 
associations into Area Federations. 

• Networking and partnering at Area and 
National levels. 

Lesson #2.1:  These competencies will need to 
be enhanced at Area and National Office levels.  
 

Issue #1:  Delays encountered so far in the 
pilot process are mainly related to Area 
Strategic Planning.  Two reasons can be 
seen: 
Firstly, training in participatory methods is 
proving to be necessary. 
Secondly, the ASP method itself, while 
proving to be successful in initial trials, is 
taking more time than expected. 

Lesson #1.1:  Sufficient time needs to be 
allocated for training in participatory 
methodologies prior to beginning Bright Futures 
implementation.   
A review of the ASP method should be 
undertaken, taking into account feedback from 
pilot countries.   
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